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MIEMORANIRRM FOR:  Deputy Director for Administration

SUBJECT : .Report on Attendance at the || lscrinar on STATINTL
Leadership, 13-18 October 1974 '

STATINTL

_ 1. In this report I will not review in detail the structure nor
the content of theh Seminar since this material has bzen re-
corded previously and thoroughly in the reports submitted by Mr.

I will conccntrate instead on my impressions
“Lof the method employed and my feelings regarding the
usefulness of -this approach to the Agency on a continuing basis.

STATINTL
STATINTL

. 2. As has been reported, the Seminar is conducted in a most com-
STATINTL - fortable environment
' ' and the accommodations, food, meeting lacilities and ocher creature

o "~ comforts are 1»011”’1_511\011 care of. This is a very deliberate and impor-
STATINTL = tant effort on the part of _ to get environmental things
- settled early so as to permit the group to devote maximwm time and

encrgy to the suhstance being offered. His efforts pay off and in
“omparing my expericuce in this Scminar with oticr external training,
I noted -that there was considerably wmore serlous student application
to the tasks at hand than has been the case in other situations. The
three of us who participated in this session each commented upon its
conclusion that the cocktail hours had becn noticeably short and there
was an absence of the customary late night poker gaies and the like.
The week was, for the most part, all business.

3. On the more substantive side of cvaluating the Seminar, 1 feel
STATINTL  that Happroach_ is unique and offers consideranhly move than
does thc "normal’ management course or seminar. The uniqueness results

primarily from the {fact that he has avolded the overworked cliches and
hes concluded that management leadership can only be studied weaning-
fully when it is dnca,tlv related to pS)’Ch’)lO”lC;.l theory. In bis
particular case he has’c chosen Freudian Ps ,)d,oana})lm theory as the
framéwork on which to build. The use of the phrase "{ramcwork on which
to build" is significent in that he emphasizes that the theory is
obviously controversial and, therefore, participanis in the Seminar
should not cxpend too much enc rey in trying to accept cvery detail of
the theory but rather utilize it as a tool or refercice point to which
practical situations and probloms can be rvelated.  Chvicusly, since he
is utilizing the theory, he must devote some time to developing it for
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the palth1pJniS and this he does on the first and ccond d1ys. It was

thesrconsensus of the participants at our particular seminar that while
these first two days werc laborious, they were absolutely esscntial -in
terms of what was to follow. . '

4. In the course of the last threce days of the Somlnar, the
emphasis switches from the pure psychological theory to the practical
applications of theory to everyday management and leadership situations,
and I -nd his staff demonstrate quite convincingly that
leaders in any organization do in fact play roles of considerable
psychological importance to their subordinates and that it is critically
important for the leaders to realize this in order to maximize their own
cffectiveness while at the same time meeting certain.legitimate needs of
their subordinates. In terribly over-simplified tefm$, he is pointing

. out the importance of understanding the "father image" role of the

lcader and how to handle it. A grecat deal of time is also spent on the
psychological costs of change and how to cope Wlth such costs — a long
neglected area of management concern. R

While it has been noted above that what really distinguishes
Seminar from many other techniques employed in management
training 1s the direct application of pure psychological theory, it
should be noted-rather emphatically that to pull off this relationship
in an effective and meaningful manner requires a high degree of teach-

5.

inf skill and technique. — has gathered about him a staff
of distinguished psycholog:sts and psychiatrists, most cr whom are

affilidated with institutions of higher learning _ but -
he has been careful to screen out of the staff people whose qualifica-
tions are solely academic. Rather, he has attracted a group of men
having an unusual blend of both academic and practical experience within
both Government and commercial organizations. This ewphasis on practical
experience does much to help create quick intellectual rapport between
the faculty and the seminar participants who are, of course, drawn from
the practical world of large organizations.

6. In addition to the tcchnlque and the staff, there is a third

factor that plays an mportantz part in the success of any experience
such as this seminar; it is, of course, the participants and their
relationships individunlly and as a group. In this particular running
of the Seminar, our group was wade up- for the most part of officers of
large corporvations holding positions cquivalent to vice presidencies.
Jt was a congenial group described by the stafl as being unusually
supportive of its individual members. I was impres ssed with the open-
ness with which menbers of the group were able to discuss problems
relating to their own organizations, and I believe that great care must
be taken by the Agency to cnsure that any futurc Agency offlcor‘ sent
to the course arc prepared for and skillful in the business of openly

~discussing Agency problems and situations where it is proper to do so.
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] was 1eft with the distinct impression upon the conclusion of the

‘Semipar that the three of us who attended from the Agency had nade a

real contribution to the group and had changed many individua atti-
tudes as a result of our conscious cfforts to avoid 'spookiness."
Should an officer be unable or unwilling to talk of his role in the
Agency and the types of problems that he faces, 1 do not believe he
should be sent to the Seminar. )

7. 1In the course of a private session NG he and
I discussed the Seminar, its techniques and its goals, in teims of
application to the Agency. I told him thiat it was my opinion that the
Seminar had been an exceptionally useful experience for me and that !
felt that any Agency leader or near teim potential leader could be: Lt
greatly from attendance. However, 1 told him that other than by
attendance of senior Agency personnel at the Seminar, I was not surc

what other applications might be possible within the Agency. I pointed
out that I thought much of the benefit of experiences

such as the Seminar resulted from the opportunity for Agency officers
to get in an external situation vhere they could exchange ideas with
non-Agency people holding somewhat similar positions, and where they

could reflect upon non-Agency problems. In other words, I expressed
some concem_ that possibly much of the worth of the
Seminar might be diminished should we decide to embark with him on an

in-house prograni at some future date (as I gather has been preliminarily
discussed with him as a possibility). . :

8. N -ppcars to be sincerely interested in the Agency
and in determining what contribution he can or cannot nake towards 1ts

. management training. lle appears well aware of some of the changes we

are undergoing vis-a-vis our relationships to society and the stresses
of trying to do more with reduced resources, and I balieve he feels his

- approach to leadership training could be of significant use to us in

coping with these new factors. However, at no time did he give me the
feeling that he was trying to sell me on his product. He is probably
well aware that it sells itself. :

9. In sumary, then, I believe the Seminar utilizes a unique
approach to leadership training and is conducted in a first-class '
manner by an exceptional faculty. I vould reconmend that we send
additional senior officers to attend subsequent seminars and thus gain
not only the benelits of their individual attendance but also broaden
our base of judgment for determining what future advantage we might be
able to take of very dynamic approach to the problem of
organizational leadership. 1 do not belicve that a rush to such a judg-
ment is cither required nor desirable; like most potent and expensive
medicines there is much to be said for small doscs.

STATINTL
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MEMORANDUM FOR: Deputy Director for Administration '

SUBJECT : Evaluation of the || seninax --- STATINTL
S On Leadership .

~
- s
-

1. Subject Seminar was in my opinion the most interesting

" course I have had the pleasure of attending. Each day the

students' knowledge of underlying theory was developed and

. expanded so that-it became almost automatic to approach

:problem solving in terms of the interrelationships of
people.

2. The course was very thought provoking and mind

- expgnding. It is difficult for the undersigned to make
~comparisons <o other management cources as h= has had
. limited gxposure to management type courses. " One possible

comparison is to the one week Grid Course. This Seminar
was far. superior in its theory and application. It is my
opinion that there is far more pay-off -in the

. Seminar than in the Brookings or the Grid Courses.

. 3. 1 found since rTeturning that I have spent time
thinking about the course, reading the lectures in the
evening and meditating on how to apply the various theories
presented. This in itself is unusual because the other

_courses attended were quickly forgotten after returning to

the real world. Last week, for example, we had a crisis in
a personnel situation where the senior supervisor decided
suddenly to retire. It was an officer we did not want to
ilosctand while I might have handled the situation the same
bascd on an intuitive feceling of what was wrong, I was able
to understand what had happened more clearly becausc of the
Seminar. It cnabled me to recognize and respond to the
fact that this officer considercd the “psychological
contract" between officer and organization to have been

_broken duc to the officer's interpretation of organization
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SUBJECT: Evaluation of the_Seminar -
On Leadership '

L

reaction to pending changes which will affect the daily work
routines of that officer. I believe because of the insight
I was able to more quickly rectify the problem and retain a
-valued officer. :

4. I would recommend attendance for scenior Agency
officials. I talked with Mr. Daniel C. Searle, Chief
Executive Officer, Searle § Company and Mr. Vincent Verdiani,
President, Sun 0il Trading Company, representatives of
companies that regularly send senior officers. It was _
their opinion it is good for the officers and a pay-off for
-the respective companies. )
5. In addition to sending senior officials to the
- course the Agency might wish to consider such a seminar
~ @5 a one week course connected with Mid-Career or other e
- management courses presented — Such a course STATINTL
“could be led byh and one or two of his  STATINTL
psychiatrists with participation of our Office of
Medigal Services' psychiatrists. Another thought along
= this line is (hc possible use of such a course For
i -training. young case officers who must know, in their
- trade, what makes people "tick" and how to exploit
agents' human desires and needs. '

6. In summary, it was a Seminar that. for me in one
fashion or another will have 4 lasting impact and daily

application. '
STATINTL
;- ' . ‘ = 1onas Bi/Yale ) :
) . o : Director-ﬁ; Finance S

. -2 -
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MEMORANDUM TOR: Deputy Director for Administration

SUBJECT : _ on J.eadership

STATINTL ' : -

STATINTL

Dy e j. Rarlier evaluations by
provide excellent sumpaTies of the seminar and I sce no xeason to
STATINTL repeat in this memorandum what they have already reported. DBoth
conclude that the seminar was educational and useful. I agree with
them. In fact, I am enthusiastic @bout the expericnce. -1 believe

Mapproach to leadership is sound, has durability and can
: al to the Agency. :

2. There are thrce distinct i.nij’cial uses that we can make
of levinson:
s

i ., a. Consultant (o the Director - 1 am suffic’ ent IETARINTL
STATINTL : - pressed with 10 belicve that the Dircctor
Would benefit Trom vccastonal discussions with him about
organizational (non- operational) problems. 12S
no gimmicks, expensive instructional materials or unusual
personal dynamism. be does have broad experience with large
orgonizations, clearly understands how human beings inter-
relate and secems to have uncommonly good judgment. In my
opinion, anyone serving as DXI and damonstrably interested

in the best possible managerial practices, as Mr. Colby
obvicusly is, coen profit from exDOTETSCRNTL

b. Pecause of the unifomly high
quality of the participats fyom the private scctor (sce
clment), there is no practical substitute for the week
Deputy Directors, Associate Deputy Directors
ana conponent Chiefs would be confortsble with and C%‘%%WE(I
by their peers from industyy. T am convinced they woulc
discover the experience stimulating and boneficial. Turther-

moxc, scnior officers with an early exposurc m
would be in twe with and able to assist the DivecCloT 1

forsulating any management philtoscphy dorived from his own

e sdone i D e L amCa o,
discus SIONS W ith e assuning aceept 1]](.LS?£TI(f\nI'lPL
above, by the Director.

STATINTL

STATINTL ‘ '
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L c.. Management Seminar (fomorly the Advanced Management

" Proglam) - Iwo to thice days instruction
. . approach for Agency middle-level managers would add signiti-
i : cantly to the dcadership preparation of these officers. I
STATINT v alhcddabout this possibility. While his schedule

is quite full for the next couple of years, he believes he
could work out some arrangement using members of his staff

" with assistance from our own CMS pr ofessionals.~ If we reach
a consensus opthis suopestion, I would propose further dis-

STATINTL cussions m,tthollo. ed by enrollment of two OTR
management instructors in an early session. 'BBALINTL

we could design the Hportlo and place it in [SopENTL
relation to other su ject matter in the seminar. Based on -
our experience with it in the Management Seminar, we could

then determine if it has wider appllcauon.

STATINTL to talk with and, hopefully, to cndorse his approach to

3, 1 suggest that the initial step is to convince the Director
leadership. hd make it infinitely easicr to convince senior

STATINTL - " officers to attend the —Semina.r, It would also form a solid

base for any later instruction included in the Management Seminar.

4. 'The optimum bencfit from all of this could be an enlightened
management philosophy providing more cohesive lcadership and a better
management _environment for all employees. 1 believe we have a winner

in [ < s toachin

-

STATIN

Deputy Director of Training

(=4

- Att

STATINTL
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